High Performance Work System and Organizational Commitment: A Study of a Large State Sector Organization in Sri Lanka by Paranagama, Bhashini
Sri Lankan Journal of Human Resource Management Vol. 9, No. 2, 2019 
 
 
39 
 
High Performance Work System and Organizational 
Commitment: A Study of a Large State Sector Organization 
in Sri Lanka 
 
 
Bhashini Paranagama* 
Department of Human Resource Management 
Faculty of Management Studies and Commerce 
University of Sri Jayewardenepura 
bhashini.paranagama@gmail.com 
*is a recent scholar of the Department holding a BSc (HRM) Special with a First Class Honours 
Abstract 
The objective of this study was to identify the impact of High Performance 
Work System (HPWS) on organizational commitment in a large state 
organization engaged in Electricity industry in Sri Lanka. This study used two 
main variables which were HPWS and organizational commitment. The 
hypotheses which were used for this study were: High performance work 
system is positively related to organizational commitment; and the percentage 
of variability of organizational commitment explained by high performance 
work system is significant. The data for the present study were collected from 
50 respondents and all those respondents were executive level employees in 
the organization under the study. The standard instruments developed by 
Chuang and Liao and developed by Meyer, Allan and Smith were utilized to 
measure HPWS and organizational commitment respectively. The type of 
investigation of this study was correlational. The study was conducted in the 
natural environment and the researcher’s interference was minimal. This study 
was cross sectional rather than longitudinal. Results which were obtained after 
data analysis supported the acceptance of the two hypotheses. Based on the 
research findings, practical implications have also been discussed. 
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Introduction 
In today’s business environment the contribution made by Human Resource Management to 
organizations which may be private, public, or cooperative or may be large, medium, or 
small is phenomenal. The management of people at work is increasingly important as human 
resource is a unique source of competitive advantage (Opatha, 2009; Wright, McMahan, and 
Mc Williams, 1994). There is a general consensus that HR in any organization is a preeminent 
organizational resource that can drive organizations towards success or failure (Delaney and 
Huiselid, 1996). One of the highly discussed topics in recent years in relation to contribution 
of HRM to organizational performance is high performance work systems (Boxall, 2012). 
 
HPWS, a type of HR systems, is an important concept in contemporary research on work 
places (Boxall and Macky, 2007). Boxall and Macky (2009) described HPWS as a system of 
work practices which leads to higher performance. According to McAlearney et al (2011), 
HPWS can be described as practices which can be used to effectively attract, select, hire, 
develop and retain high performing employees. In other words HPWS is a bundle of HR 
practices.   
 
The theme of HPWS came out with the way in which production workers have been 
managed in parts of western manufacturing. This concept (HPWS) originated in United 
States of America and it emerged with the Japanese high quality production system. U.S 
firms realized that their HRM systems were not compatible to the current competitive 
context. They wanted to give a boost to their HRM system, mainly companies like Toyota, 
and they introduced HPWS to the world as a solution to global competition. This American 
style has become the dominant global trend in HRM system. 
 
With the increasing popularity of the concept of HPWS, many research studies have been 
conducted on the relationship between Organizational Performance (OP) and HPWS. These 
studies and their observations are mainly based on the manufacturing sector. In spite of a 
growing body of empirical research on HPWS, there is a little evidence on their application in 
the service sector (Dayarathna, 2018). Furthermore, many research studies have been 
conducted in the Western context when comparing it with the Asian context. There is a 
sufficient research implying that many employee groups can enjoy positive impact from 
HPWS in the Western context (Dayarathna, 2018). 
 
There has been a little discussion about how HPWS is understood, interpreted, and 
implemented across the organizations in Sri Lanka. Compared to other leading countries in 
the Asian region, only a small number of research studies have explored the impacts of 
HPWS practices on OP in Sri Lanka (Dayarathna, 2012; Wickramasinghe and Gamage, 2011). 
When considering research studies which have been conducted in Sri Lanka, most of them 
are relating to the banking industry. This study explores and describes the degree of HPWS 
that were being followed by a large state organization engaged in the electricity industry by 
adding a significant contribution to the existing body of knowledge of practice of HPWS in 
Sri Lanka.  
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Background of the Problem and Problem of the Study 
The notion of HPWS was originally developed by David Wadler to capture an organization’s 
“architecture” that integrates technical and social aspects of work (Snell and Bholander, 
2007). There is a rising interest in using HPWS practices because evidence shows that 
organizations which implemented such systems recorded remarkable success (Dayarathna, 
2012). 
 
Boxall and Macky (2007) did a research to find out answers for 2 main issues. First issue was 
concerned with situations where a company’s HR systems for its production workforce do 
not fit with its current competitive context. When HR Systems are not compatible to the 
current competitive context, it needed to be either outsourced or revitalized the historical 
one in order to enhance organizational performances. The second issue is to do with how 
the links between the new HR systems and organizational performance can be improved. 
They state that organizational performance is improved by HPWS through the linkage of 
intervening variables such as employee beliefs, attitudes, and behaviors. According to 
Lawler (1986), high involvement work system (HIWS) empower employees to make 
decisions and this leads to higher organizational performance. Lawler’s involvement 
terminology is the most helpful because it makes clear what changes in HR systems are 
needed for production workers. This leads on to changes in the practices that increase 
employee skills (such as more selective recruitment) and their commitment (such as team- 
and company-based compensation). Collectively, these changes in HRM are designed to 
enhance employee and operating performance. 
Wright and Gardner (2003) stated that the rationale of the HPWS promotes the uniqueness, 
value and inimitability of employees’ knowledge and skills which in turn generate 
competitive advantage and better performance. Researchers have examined the impact of a 
bundle and/or system of HR practices on organizational outcomes (Huselid, 1995; MacDuffie, 
1995; Guthrie, 2001; Datta, Guthrieand Wright, 2005; Armstrong, Flood, Liu, MacCurtain and 
Mkamwa, 2010), and studies have demonstrated that HPWS is positively associated with 
organizational performance, not only in manufacturing companies, but also in services and 
high-technology firms as well as emergent firms (Huselid, 1995; Batt, 2002; Collins and Smith, 
2006; Messersmith and Guthrie, 2010). 
The concept of employee commitment has been investigated and proven to be a 
consequence of HRM practices in many studies (DeCotiis and Summers, 1987; Mathieu and 
Zajac, 1990). In this research employee commitment has been taken as a measure of 
organizational performance. According to the Meyer and Allen (1997), there are three types 
or measurements of organizational commitment such as affective commitment, normative 
commitment and continuance commitment. Therefore, the problem addressed in this study 
was to investigate the relationship between HPWS and Organizational Commitment; and the 
percentage variance of Organizational Commitment explained by HPWS.  
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Research Framework 
Appelbaum, Bailey, Berg and Kallebarg (2001) reported that HPWS has an impact on 
effective employee performance through increasing the employee empowerment and 
enhancing the skills and incentives. Boxall and Macky (2009) interpreted HPWS as a system 
of work practices which leads to superior employee performance of core workers. As 
described by McAlearney et al. (2011) HPWS can be defined as practices that have been 
shown to improve an organization’s capacity to effectively attract, select, hire, develop and 
retain high performing employees (Dayarathne, 2018). HPWS has recently been defined as a 
group of separate but interconnected HR practices that is designed to enhance employees’ 
skills and efforts (Dayarathne, 2018; Messersmith, Patel and Lepak, 2011). According to 
Dayarathne (2018), HPWS is a system of HRM practices that ultimately motivates employees 
to achieve higher performance, following the increments of employees’ empowerment, 
knowledge, skills and incentives. In this research HPWS was taken as a bundle of HR 
activities which consists of HRM functions such as Staffing, Training and Development, 
Performance Evaluation, and Compensation. HPWS was considered as the independent 
variable of this study. 
 
The dependent variable of the study was ‘Employee Commitment’ which means the 
employees’ attachment to the company. When an employee is attached to his/her company, 
the tendency to leave the organization decreases. In literature, there are number of 
definitions to organizational commitment. It is the extent to which an employee is attached 
with his or her organization and is interested in staying within it (Opatha, 2015). 
Organizational commitment can be interpreted as the employee’s long term relationship 
and intention to stay in the workplace along with an unshakable belief in the goals and 
objectives of his/her organization, followed by a devoted effort to reach these goals (Steers, 
1977; Mowday, Steers and Porter, 1979). In this research, the researcher used Meyer and 
Allen model of organizational commitment as it has been a popular model in the literature. It 
used 3 dimensions which were Normative Commitment, Continuous Commitment and 
Affective Commitment. Affective commitment reflects commitment based on emotional ties 
that employee develops with the organization primarily via positive work experiences. 
Normative commitment reflects commitment based on perceived obligation towards the 
organization. Continuous commitment reflects commitment based on perceived costs, both 
economic and social of leaving the organization (Jaros, 2007).  
 
The concept of organizational commitment has been investigated and proven to be a 
consequence of HRM practices in many studies and studies done by DeCotiis Summers 
(1987) and Mathieu and Zajac (1990) are two examples for that. When an organization 
implements good practices to manage people at work, it gives a good image about the 
company to its employees. Appreciation is something that people are craving for.  
Therefore, offering fair and competitive salaries and rewards to appreciate employees’ 
effort is one of the best ways to get employees’ loyalty towards the company. Also, when 
employees are evaluated based on their performance, it makes sure that all the best 
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employees will retain in the organization. Lack of skills to perform the job that employees 
are assigned to do is one of the major reasons for high employee turnover rates. Therefore, 
providing continuous, purposeful training and development programs make sure that the 
employees will retain in the organization for a long time. In brief, having a good package of 
HR practices assures that employees’ commitment/ attachment towards the company will 
increase and last for a long time as they are treated well. When an organization has a good 
HPWS, it has a positive impact on employee commitment. Based on these arguments, two 
hypotheses which are directional were formulated and they are stated as follows: 
 
Hypothesis1: High performance work system is positively related to employee commitment. 
 
Hypothesis2:The percentage of variability of employee commitment explained by high 
performance work system is significant. 
 
Methodology 
Study Design 
The researcher was interested in investigating whether there is a relationship between 
HPWS and organizational commitment in the organization which was taken for this study 
and whether the percentage variance in organizational commitment is explained by the 
HPWS significantly. The type of the investigation of this study was correlational rather than 
casual as this study was not carried out to establish a cause- effect relationship between the 
two variables. This study was analytical or hypotheses testing as this involved analyzing the 
relationship between the dependent variable and independent variable under the study. The 
study was carried out in a natural environment without any manipulation of the researcher. 
Data for this study were collected at a single point of time rather than different points of 
time, therefore this study was cross sectional. By minimizing the researcher interference to 
the normal flow of work, self-administrated questionnaires were distributed. Because the 
researcher was interested in ascertaining the relationship between HPWS and organizational 
commitment, the unit of analysis was executive employees in the organization under the 
study. The organization of this study was a large state organization, engaged in the 
electricity industry. The analysis was limited to a sample of 50 participants. This sample 
consisted of thirty nine (39) males and eleven (11) females.  
 
Measures 
The questionnaire which consisted of two instruments with five points likert scale was used 
to gather responses from employees with regard to the organizational commitment and 
HPWS. All questions in the questionnaire were positive statements. The level of 
measurement of both variables were interval. 
The instrument for measuring HPWS was originally developed by Chuang and Liao (2010). 
The original questionnaire consisted of 35 items under 6 dimensions of HPWS. They can be 
named as staffing, training, involvement and participation, performance appraisal, 
compensation and caring. For this study researcher used 22 questions under 4 dimensions, 
namely staffing, training, performance appraisal and compensation. The questionnaire 
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consisted of 5 points likert type questions, ranges from ‘strongly agree’ to ‘strongly 
disagree’.  
The instrument which was used to measure organizational commitment was also a standard 
one which was originally developed by Meyer, Allan and Smith in 1993. It consisted of 3 
dimensions and 19 questions to measure employee commitment in the organization which 
was taken for the study and they were namely affective commitment, normative 
commitment and continuance commitment. Even this instrument consisted of five points 
likert type questions which ranges from ‘strongly agree’ to ‘strongly disagree’. 
 
Techniques of Data Analysis 
The first hypothesis of this study was about the relationship between two variables. Hence 
the Pearson Product Moment Correlation technique was appropriate and then used. For the 
purpose of testing the second hypothesis, percentage value of variability of the dependent 
variable explained by the independent variable, the Simple Multiple Regression was used. 
The data collected from primary source was analyzed using the computer based statistical 
data analysis package, SPSS (version 16.0). The instruments used for this study were 
standard ones developed by Allen, Mayer and Smith and Chuang and Liao for measuring 
employee commitment and HPWS respectively. As they were standard instruments, their 
reliability and validity were already tested. The instruments had an adequate degree of 
content validity. 
 
Results 
The first hypothesis of the study was: High performance work system is positively related to 
employee commitment. The relevant null hypothesis was that high performance work 
system is negatively related to employee commitment. The hypothesized relationship is 
shown in Exhibit 1. 
 
Exhibit 1: Hypothesis 1 of the Study 
 
The result of Pearson’s Product Moment Correlation which was used to test the null 
hypothesis is shown in Table 1. Asa 99 percent confidence level is desired, the level of 
significance is 0.01. As the hypothesis was bivariate and was concerned with a positive 
relationship (HA> 0), it was decided to use one – tailed test. According to the result of the 
Pearson’s correlation, HPWS is positively and significantly correlated with organizational 
commitment. Pearson Correlation between the two variables is0.819. The found relationship 
is a strong positive one which provides statistical evidence to substantiate the hypothesis 
formulated for this study. 
 
 
 
Hypothesized Relationship  HiA 
High Performance Work System    Organizational Committment H1A (+) 
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Table 1: Result of Pearson Product Moment Correlation  
 Organizational Commitment 
HPWS 
Pearson Correlation .819 
Sig. (2-tailed) .0oo 
N 50 
 
The second hypothesis of the study was: The percentage of variability of employee 
commitment explained by high performance work system is significant. The relevant null 
hypothesis was that the percentage of variability of employee commitment explained by 
high performance work system is insignificant. The hypothesized relationship is shown in 
Exhibit 2. 
 
Exhibit 2: Hypothesis 2 of the Study 
 
The result of simple regression analysis of the independent variable (HPWS) against the 
dependent variable (Organizational Commitment) is given in table 2. 
 
  Table 2: Result of Simple Regression 
Variable  HPWS  
Method  Linear  
R Square  .671  
Adjusted R Square  .664  
F  97.798  
Significance  .000  
 
According to the results, it shows that R Square is 0.671. R Square is significant at 0.01 as F 
value is 97.798. Also it indicates that about sixty seven (67) percent of the variance (R 
Square) in the degree of organizational commitment has been significantly explained by the 
independent variable (HPWS) while rejecting the relevant null hypothesis.  Therefore, there 
is statistical evidence to claim that HPWS significantly explains the variance in the degree of 
organizational commitment.  
 
Discussion and Conclusion 
HPWS in the organization under the study was found to be significantly and positively 
related to the organizational commitment. It was hypothesized that HPWS has a significant 
and positive relationship with organizational commitment. If the organization which was 
taken for this study hadn’t implemented good HR practices, in other words a fair HPWS, the 
Hypothesized Relationship  HiA 
Percentage of Variability of Organizational Commitment explained 
by High Performance Work System 
H2A (Significant at 
.05) 
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probability of not achieving a larger amount of organizational commitment would have been 
higher. In other words, poor HPWS would lead to poor organizational commitment. 
Messersmith et al. (2011) found that there is a positive relationship between organizational 
commitment and HPWS.  Further they stated that HPWS utilization is associated with 
enhanced levels of job satisfaction, organizational commitment and citizenship behaviors.  
Ishak, Yazid, Yahyaand Achim, (2017) concluded that HPWS boosts organizational 
commitment where they took organizational commitment as a mediating variable between 
HPWS and organizational performance. 
The company which was taken for this study needs to be more efficient as a monopoly in 
providing electricity in Sri Lanka. Human resource as a critical factor of success in every 
organization needs to be well organized and well treated by the management. In other 
words, every organization needs to have a proper HPWS in order to enhance the 
organizational performance which is mainly demonstrated by organizational commitment. 
Right bundle of HR practices, in short HPWS, always promotes organizational commitment. 
However, HPWS needs to be strong in both content wise and implementation wise. Further, 
testing the research hypotheses for other organizations in Sri Lanka is suggested by the 
researcher. Also non-executive employees can be included as a major part of the sample. In 
addition, having a larger sample size will enhance the accuracy of findings. So it is suggested 
to have an expanded sample size for more accuracy.  
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